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NOTE FOR:

Chief, Career Development

and Training Group
Administrative Management Division
Office of Communications

SUBJECT : Your Recommendation for Presentation
by Tom Peters

STAT

STAT

Thank you for your suggestion about
bringing Tom Peters here. Everyone thought it
was a good idea until we learned he charges
$18,000 for a one-hour lecture, plus first-class
air fare from the West Coast. All of us found
this a little steep, so we've decided not to
proceed.

Thank you again for your idea.
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Central Intelligence Agency
Washington, D.C. 20505

NOTE FOR: DCI

85- 1137/1
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SUBJECT: Pursuit of Excellence Suggestion

Tom Peters, co—author of In Search of
Excellence, recently aired a presentation
called A Passion for Excellence on the
Maryland Public Broadcast System. One
of our employees saw it and suggests in
the attached that we invite Peters here
as a guest speaker.

It seems like a good idea. If you
agree, we'll set things in motion.

Attachment

O-108
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Dear Director Casey:

Last year as you encouraged all of us here in CIA to embrace

and practice the precepts and concepts contained in the book
"In Search of Excellence', you also encouraged us to write to you
directly with any ideas we might have to achieve excellence in

CIA.

Respectfully, I would like to recommend something to you

which might further stimulate our employees in this pursuit.

I have just viewed for the third time in a week Tom Peters'

recent presentation on "A Passion for Excellence', presented on
Maryland Public Broadcast System (I taped it for my own personal
review). In the event you have not seen the presentation, I
recommend it to you as an excellent follow-on to the
Waterman-Peters book and the original TV presentation on '"In
Search of Excellence." (Also see attached, just received, which
covers part of the above presentation.)

In my view, having served with CIA for 26-plus years,

Mr. Peters has an important message for us all, and that comes
basically in his discussion of leadership versus management. We
are a different organization today than when I first came aboard
in 1959 and, more importantly, we are dealing with employees with
vastly different sets of values. What seemed to come naturally
to us (for what reasons escape me) in terms of commitment,
dedication, concern for one another and "having fun", all the
while without knowing we were striving for excellence, no longer
seems to be the total order of the day. I realize we are now
dealing with what some folks call the '"me generation', but I am
convinced that with the right kind of cheerleading, we can
generate the same kind of enthusiasm, innovation, creativity and
commitment that seems to have waned over the years.

Additionally, Tom Peters' pep talk might help some of the senior
officers, as well.
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My recommendation is that we ask Mr. Peters to do a
presentation in the Agency auditorium, with in-house TV coverage
in the cafeteria, to ensure the widest exposure to our
employees. I believe all levels need to hear this - the leaders
(as opposed to managers, after watching his latest presentation),
but just as importantly, the remaining levels, all the way down
to the mail clerks or whatever. With a non-compromising
pre-brief, I believe Mr. Peters could slightly tailor his
presentation to CIA's needs and could send us a powerful
message. I would think that he would welcome the opportunity to
talk to the people at CIA and I believe he would be well received.

STAT

Chief, Career Development
and Training Group,
Administrative Management Division

munications
STAT

Attachment -
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When the issue is productivity,
Comitment and ownership are the
two most important words in the En-
glish language. Yes, ownership. In
.thesemeofshareowmﬁp.apiece
of the rock, but much more — real
“ ip” of an outcome.
,zwpofthisnnhthekey

Force. .

- Under the leadership of Gea. Bill
Creech, the 111,000-person Tactical
Alr Command bas done an about-
fa~e in the past five years. '

'S a peacetime “bottom
line” in General Creech's business:
the rate of “sorties” — flights flown
under simulated combat conditions
with maintenance and - support
tearre. When General Creech ar-
rived in 1978, the sortie rate had
been dropping at a compound annual
rate of 9 percent for 10 years. .

During the pext five years, that

vital indicator increased at 11 per-

-.ceat a year. The time required to

come up with a part necessary to

make a plane operational fell from

. more than four' hours to under 10
. minutes. - )

General Creech says the military,

like the private sector, has beea vic.

tralization and consolidation dis-
ease.” i .

Tbe general’s ability to stem a
buge tide in ‘a . vast organization

came from selling a new Organiza-
tional philosophy — decentraliza-

- lower level units. Moreover, and per-
made the unsung maintenance and

- already motivated pilots. . -
The Air Force bas always flown
in combat by squadron, but as'a re-

during the days of former Secretary
Defense Robert McNamara,
peacetime squadrons were eliminat-
ed entirely and the gisnt centralized
wing organization became the oper-
mv:lwmt temporary deploymen;
B porary deploymenis
were still mads in contrived-at-the-
‘momeént squadrons, management
Kad' eliminated * the. traditional

sqaadron

tbe fabled 94tk the Eddie- Ricken-
" backer squadron, officially disap-
‘} _ peared — scarves tail markings and

Cle -

A sense of ownershi

timized by what he calls the “cen- . .. .

tion, with job ownership delegated to .
baps most important, the general |
supply people heroes; along with the

sult of the dogma of centralization

trappings. For instance, -

24 February 1385 Pg. 3F

all. The McNamara logic said such
things weren’t importaat.
Gegeral Creech disagreed strong-

before centralization. .- = .-

Specialist non-eommisxjooed offi- '

cers had been evaluating their own
on'.bemicknessoftbeirtnrpets. :
General Creech sent them back
down to the ':llim Instead of hav-
ing responsibility for the right side
landing gear on 300 planes, the offi-

planes fly — today. .

Tte general also initiated compe-
titions between squadrons. Flags and
banners were returned. Peraaps the
most. significant change, bowever,
was the honoring of airmen and non-

‘commissioned officers in supply and

maintenance. Squadion-level main-
tenance units were created - a
first. They were given arm patches
and improved facilities. ~ . | -

- .<-- Today, the first thing supply and ~ -

maintenance people see upon enter-
ing. the new facilities is'a big board
displaying - pictures of. “dedicated
crew chiefs” (a new title). Next, they
see 'squad boards posting daily and

annual progress on key measures. -

The maintenance facilities are ex-

pected -irnma - -~ cause.of the vitality — or lack of .
mmﬁnb;keptas culate as .“_»vltauty—o“ts_pamapd.sq.vi?ee' =
quarterly “roll-by” for the * =& - Lending officers and sales people |1
- nance crew. The more" tra * .. arein the spotlight almost automati~ "
“fly-by” focuses on demonstrationof . cally. Their celebrated, feats are of- | =
planes. The general’sroll-by focused .= - . - But. have you ever. |-
.- om the supporting panefitrucks, jeeps - = i - beard of a three-day bash in Berm
- “and trailers — that is; the vehicles TS da for the top
-~ - that haul the supplies to the planes. ... partment?
2z, Theroll-by is a paradeof such vehic: . X i - vt -0

(25)
p: Air Force general shows its value

" performance,-says-General Creech, -~ ——

cers were charged thbmakmg two-

les that is taken serious|]
‘sen!or commandeu."ry v by
"." Competition among maintenance
anits was set up. Each wing head-
. quarters now has a sizable trophy
S mm.iist;venl‘o:o ta: trophies are of |*
- " & quality equa Lombardi
-7 " given to the NFL Super Bowl 9{.'1
S e . . ‘;, L. - -'~'~_ii.'_,;. P
= . The awards are not for pilots; the
.- room is dedicated to competitions
- .won by supply, maintenance and oth- !
.- er support people. o -1
g Asoﬁen'isthecase,lnbothpd-'
vate and public Sector, the “job own-
ership” that the trophies recognize is
;. . perhaps best remembered and treas- o
. "z ured by an empluyee, not a boss. - i
", .- General Creech was on an ins
", ton tour when he asked an NCO: |:
1. “Sergeant, tell me why this is work- |-
mgsoweﬂ.Awhnebackyouwerea, )
-~ <.Specialist, _practicing- -your well- |.--
=" hored skill Now I’ve sent you back
- downtothemghtune,madeyou
wholly responsible for a couple. of
nll:na. And a tarnaround has taken _
s, p ce. - _‘.:_,- i :_r“_a_‘.‘ .
<-  Why? The sergeant replied with
. the wisdom of the ages: “Geperal
SIr, have you ever wasoed your rent-
al car before you turned it in?” - .
Exactly! If we don't “own" it, if - -
we're not responsible for it, we don't -
*_wash it or pay much attention to it.
" The pilot has always been moti-
vated. His plapes are exciting to fly. §.
But now the other people who really |-
count, who make it happen, are full-
.~ scale, proud members of the team as .
dL . -
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: The story is applicable to pearly | |,
* all organizations: Generally, most of :
-~ OUr instititions: — schools, hospitals, |. ;
. big and smanul::sm ;en::i‘: i
<.72%s: of comsolidation.. They-.can learn g "lL

Tt good deal from turning support peo- | }
— :- pleinto heroes. . -k
- After all, a bank’s reputation is |
onlyasgood,intheend,asthetliedl-
cation of the check processors’ and
coupon clippers. A car or truck deal-
ership flourishes or stagnates be-
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